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MINUTES
Deans' Meeting
November 24, 1975
Dr~ Hardin's Office
Deans present included Deans Russell, Hourigan, Jenkins, Chelf, Cravens,
Hardin, Mounce, Gray, Sandefur, Sutton and Corts. Dr. Earl Wassom and
Dr. Paul Cook were guests at the meeting.
Dr. Cravens introduced Dr. Hardin for some preliminary remarks concerning
the showing of a sample television program about the state colleges and
universities of Kentucky,on the Kentucky Education9..L=Tel.eviBioii~Netw0rk
Dr. Hardin indicated that it would be shown in seven minute segments just
as it had been aired with segments on Western, Eastern and Murray. Dr.
Hardin indicated that these programs are shown on Friday evenings and that
Western will be having a seven-minute presentation every other week which
will be a part of a program shared with two other institutions. After
watching these video tapes, the Deans briefly discussed possible topics which
might be developed and Dr. Hardin invited the Deans to present ideas for
themes to be developed for utilization in this series.
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Dr. Cravens introduced Dr. Cook and invited him to make comments relative
to a report of the sub-committee which had been working on budget process
and organization for 1976-77. Dr. Cook distributed a draft proposal
entitled "Proposed Budget Routing 1976-77." After briefly reviewing the
items and indicating that this was a very preliminary report of the
subcommittee, Dr. Coo~ invited reactions and discussion on the draft proposal.
Dr. Cravens made several suggestions including a request that the title of
the proposal be changed from "Proposed Budget Routing," which sounds rather
routine, to something along the lines of nProposed Budget Recommendation
and Approval Process - 1976-77." Dr. Cravens also requested that item III
of the proposal be changed to illndicate that this would be a conference
rather than a review and that an additional sentence be added that would
indicate something such as, "After the conferences on each of the college
budgets, the Vice President for Academic Affairs would forward a budget for
the total Academic Affairs operation of the University."
In discussion of item 4B, Dr. Cook indicated that everyone was in agreement
that additional money needed to be put into faculty travel and suggested
that it might be timely to reconsider the formula basis on which faculty
travel was now allocated to departments. Dr.• Mounce suggested that the
same basic formula approach might .be kept but change the amount distributed
per faculty rank to bring the travel allocations more in line with the
inflated cost of travel. Dr. Cook responded that it would not be possible
to upgrade faculty travel to the same extent as the cost of living because
the_ state appropriation had not increased proportionately.
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Dr. Cravens suggested that this proposal was appropriate for routine
continuation budgets but he requested that items such as new program costs,
faculty/staff/graduate assistantship requests, and new resource requests
I

should have either a separate procedure or be apart,of an additional item
in the proposal. Dr. Cravens indicated that he felt that it was important
that the Vice-President for Academic Affairs continue to be directly
responsible for consideration of these requests and for the development
of the unified budget request on all such budget matters.
Dr. Mounce expressed his opinion that there was really little basic change
in the proposed routing and budget process. Dr. Corts questioned whether
any major change could occur until some decision was made relative to
allocating block sums of money to the colleges and then, within guidelines,
having each college develop its own budget allocations and procedures.
Dr. Cook indicated that block budgeting to the colleges was not possible
at this time in view of the fact that the State appropriation was unknown.
But, he
It that it would be possible for some procedural changes to be
made and that this proposal was offered in that spirit as something that
would be possible to accomplish within the next monthwhent-lle_budget process
for 1976-77 begins. Dr. Cook indicated that he thought that the Deans
would be given a chance to react to budget allocations on a departmental
basis after the total amount of money coming to the University is known in
the Spring. This proposed process would give Deans input in the budget
making process at this time and would provide them with a review opportunity
after the final University appropriation is known.
Dr. Russell indicated that the continuing squeeze of increased enrollments
and no new faculty pesitions has put a tremendous strain on faculty and
has also increased the part-time faculty needs. The current situation
requires that authorization be obtained for part-time employment all the
way through the administrative channels to the President. Dr. Russell felt
that part-time faculty budgets should be allocated to each of the colleges.
Dr. Cravens pointed out that many part-time faculty require an almost
overjustification. Since final decisions in some cases must go all the way
to the President, this reduces the authority and flexibility of the Academic
officers. A budget allocation for part-time faculty to the Vice President
for Academic Affairs and each college dean would alleviate this frustrating
situation.
After Dr. Cravens' statement of position, Dean Sandefur expressed support
for the comments the Vice-.pre.sidentchaQ.;a~.d~e.:[Et!.C1t::ivEE;btl?aP'C!.r.~::t!~:,:kmfEa!sq\!f·ty·
Dr. Mounce endorsed Dr. Cravens' statement and indicated that the deans'
position often became quite demeaning and expressed the feeling that a
greater amount of trust needed to b~:developed. Dr. Jenkins also expressea
his support for Dr. Cravens' position. Dr. Russell expressed support for
the position and indicated that he felt that Department Heads often had
problems similar to these being expressed by the Deans.
Dr. Cook responded by saying that he wanted to remain open and not take
on a defensive posture, but, as an Assistant to the President . and representing the President's Office, he felt that he should respond with at'least
these two points: First, the President feels the need to be accountable
to the Board and past experience has shown that there have been errors in
requests for part-time faculty and other problems with these part-time
faculty payrolls which make the President feel that it is important for him
to continue to review these on an individual basis. Second, Dr. Cook said
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that he intended to see that the instruction undistributed budget be
placed in the Vice-President for Academic Affairs budget but that he did
not feel that merely placing the money in this fashion would eliminate
the problem. Dr. Cravens responded by saying that he understood that only
the President could place people on the payroll and certainly there was
no problem with this procedure but that the problem related to initiating
these actions within the framework of trust so that individual authorizations
for every part-time appointment would no longer be necessary.
Dr. Cravens
suggested that a range should be provided within which the Vice-President
and then each of the individual deans could employ part-time faculty
without obtaining individual approval.
Dr. Mounce raised the question as to what potential input the Deans might
have in determining the percent of the institutional budget which should
go into academic matters as over against other institutional budget areas.
Dr. Cook indicated that it should be fairly well known that the percent
of the University budget going toward instruction has been constantly
declining over the past several years but that this is not completely
descriptive for a variety of reasons, including the fact that soft money
and specific allocations for specific projects have impacted the total
University budget which would indicate an adverse or negative percentage
growth for the instructional program.
.
Dr. Sandefur expressed appreciation to Dr. Cook for the openness with
which he had discussed the matter with the Deans and asked him to remain
candid and non-defensive and expressed the feeling that indeed more
openness was needed among the University administrators on budget matters.
Dr. Cravens indicated that the money in instruction undistributed would not
be sufficient to cover the part-time payroll but he felt that if he .had
authority and control over this aspect of the budget, that these matters
could be handled within the total institutional instructional budget.
For instance, reimbursements from grants and contracts could be directly
channeled back into the instruction program rather than going through the
general fund. This money could be utilized to directly support the faculty
engaged in these activities, part-time faculty, or other faculty who
would be being used in place of faculty who were committed to a grant or
contract. Dr. Russell expressed that much of our accountability occurs
before the fact and during the fact but not much accountability is required
after the fact.
Dr. Russell indicated his feeling that this process should
be reversed.
Dr. Cravens suggested that we take a positive approach and that we attempt
to make a specific request to President Downing on the whole part-time
payroll matter and also on the possibility of grant and contract money
being used directly to pay for faculty time (replacements) ~ These
replacement positions related to grants and contracts, for which money is
directly available from soft money, should not require all the same types
of justifications and approvals as other part-time payroll matters.
Dr.
Cook expressed the feeling that the budgeting of grant and contract money
needed to be carefully studied since often a part of the matching contribution of the University comes from the faculty time contribution. Dr. Cook
also indicated that the budget anticipates a certain amount of soft money
being available based upon past history of available soft money. Several
indicated that there is a negative feeling on the part of faculty because
soft money overhead goes into the general fund, without any faculty or
departmental reward or input. The faculty feel that much of the extra work
(3)
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requi:Eed for grant and contract programs comes from the faculty members·
extra efforts without any reward or incentive. Dr. Cravens indicated
that he Jelt that we should take a positive approach and present a proposal
to President Downing on grant and contract money in particular. Dr.
Sandefur noted that at Auburn University 20% of the overhead is given back
to the administrative unit which generated the overhead money and indicated
that this had proved to be an outstanding incentive program for Auburn.
Dr. Cook indicated that he hoped that the budget request forms could be
sent out by early December with an indication that they would be due
back by late January or the first of February. The budget request would
ask for a "need" request and not just a continuat·ion request. The budget
units would be asked to put in priority order their new requests and to
justify all new requests.
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Dr. Hardin commented on a request from the U.s. Department of Transportation
that Western become the institution which would house a transportation
information management center. The history of this request and some of the
ramifications of the request were briefly discussed by Dr. Hardin. Dr.
Cravens indicated that it was necessary for him to leave the meeting to
attend a luncheon and indicated that the remaining agenda items would be
taken up at the next meeting of the Deans. Prior to leaving, Dr. Cravens
distributed material on job descriptions for department chairmen which had
been prepared by the American Council on Education. He also distributed the
Kentucky Bi~cennential School Directory. Dr. Cravens indicated that Dr.
Gray had some new material on the Academic Common Market and encouraged
those deans interested to contact Dr. Gray for additional information. The
meeting adjourned at 12:00 noon.
Respectfully submitted,

lJJL ~ CA \\..---Paul R. Corts
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